Issues of supervision in the victorian child protection service by Shiga Fumiya
1.Introduction
Supervisionhasbeenapivotalandindispen-
sableroleinchildprotectionorothersocial
workpracticefromthepointofviewofhuman
resourcemanagement.However,ithasbeendif-
ficulttomanageitinVictorianChildProtection
ServicesinAustralia.Theformidableproblem
hascomeupasthemanagerialismdevelopedin
childprotectionserviceswhiletheproblemsin
supervisory practice have been improved
throughfundamentalsupervisionfunctions.In
addition,thereseemstobeweaknessintheme-
diatingfunctionofsupervisionbetweensupervi-
sorsandfront-lineworkers.Thepurposeofthis
paperisfirstlytograspwhattheoriesanddefini-
tionsaregeneralyincludedinsupervision,and
thentoinvestigatehowthepolicyandpractice
forsupervisionhavebeenprovidedandtore-
visitwhattheyshouldbeconsideringissuesor
factors in the recent practice in Victoria,
Australia.Thepaperconcludeswithsomerec-
ommendationsforchange.
2.Theoryofeffectivesupervisorypractice
Therearenumerousmodelsofsupervisionin
thehumanservices.Itislikea'supervisoryjun-
gle'forsupervisionand'theoryjungle'fortheo-
ries of management while ・there is no
empiricaly grounded theory ofsocialwork
supervisionavailabletothesocialworkprofes-
sion・(Tsui,2005,p18).Socialwork theories
mainlyreferredtopsychologytothe1950s,and
thensociologyisthecentraltoprovideaconcep-
tual background of theories like Munson
conceptualisedsupervisionandinteractionthe-
ory,andShulmanusedframeworkcreatedby
Schwartztodeveloptheinteractionalsupervi-
sionmodel.Initsdailypractice,socialworksu-
pervisionalsofolowsotherhelpingprofessions
suchasmedicine,nursing,andeducation(Tsui,
2005,p18).
2.1Categoriesofsupervisiontheories
AccordingtoTsui'sresearch,therearefive
categories:
1)PracticeTheoryasModel:
Therapytheoriesareadaptedasanalterna-
tiveduetothedearthofformalsupervision
theory,cleardescriptionoftherapytheory,
similarityinformatoftherapyandsupervi-
sion,andsoon.
2)Structural-FunctionalModels:
Thesemodelsfocusontheobjectives,func-
tions,andstructureofsupervision.
3)AgencyModels:
Supervisionmodelsoftenreflectthelevelof
controlusedbytheagencyofhumanservice
organisation.
4)InteractionalProcessModels
Thosefocusontheinteractionbetweenthe
supervisorandthesuperviseeinthesupervi-
sionprocess.Accordingtothetypeofmodels,
instrumentalbehaviourisappropriateforad-
ministrativeandeducationalfunctionswhile
expressivebehaviourismoresuitabletothe
supportivefunction.
5)FeministPartnershipModel
Feminism hasinfluencedonsocialworksu-
pervisionandiscriticalofthetraditionalso-
cialworksupervisionseeing・interminable
supervision,administrativecontrol,andthe
powerhierarchyofthesupervisor-supervisee
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relationshipasmanifestationsofapatriarchal
modelofpower・(Tsui,2005,p31).
Thereare11modelsofsocialworksupervi-
sionintheabovecategoriesshowinglackofthe
framework ofthe culturalenvironmental-
though・thefourpartiesinvolvedinthesupervi-
soryprocess-thesupervisee,thesupervisor,the
agency,andtheclient-arealstronglyinflu-
encedbythecultureoftheirsociety・(Tsui,
2005,p32).
2.2Traditionalsupervision
Thetraditionaldefinitionofsocialworksu-
pervisionhas,asKadushinstated,builtonthree
fundamentalandessentialcomponents:adminis-
trative,educationalandsupportive.Therespon-
sibilityofsupervisoristo・direct,coordinate,
enhanceandevaluateon-the-jobperformanceof
thesupervisees・andhe/sheperforms・adminis-
trative,educational,andsupportivefunctionsin
theinteractionwiththesuperviseeinthecon-
textofapositiverelationship・(Kadushin,1976,
p21).Moreover,therelationofthethreefunc-
tionsisbrieflymentionedlikewhenadministra-
tivesupervisionrequiresasupervisortohave
managerialskils,educationalsupervisiondoes
technicalandacademicskils,andsupportive
supervision does human relational skils
(Kadushin,1992,p139).Theprocessofsupervi-
sionisalsointeractionalorinterdependent,that
is,・thesupervisorisdependentontheactivein-
volvementofthestaff,justasthestaffisde-
pendenton thesupervisor・(Shulman,1992,
p30).Theultimatepurposeofsupervisionisto
delivertoclientsthebestpossibleservice,both
qualitativelyandquantitatively,inaccordance
withagencypoliciesandprocedure(Kadushin,
1976,p21).
2.2.1AdministrativeSupervision
According to the survey conducted by
PoertnerandRapp,inacertainlargechildwel-
fareagencythedominantfunctionofsupervi-
sion is the administrative one,including
staffing,caseload,andorganisationalmanage-
ment.Inhumanserviceorganisations,social
workersarerequiredtoshowjobperformance,
fulfilmanagerialduties,andsatisfytheexpecta-
tionsofvariousstakeholders.Althesethree
constructsrelyontheprovisionofsupervisory
authority.
Oneofmajorproblemsinadministrativesu-
pervisionisfoundinorganisationalstructures
anditsoperation.Administrativesupervision
servestheneedsoforganisationalbureaucracy
whileeducationalsupervisioncontributestode-
velopmentofprofessionalyorientedpractitio-
ners(Kadushin,1992,p139).Asprofessional
bureaucraciesdevelop,thetensionbetweenbu-
reaucraticapproachesandhumanrelationsap-
proaches comes up,and as the tasks of
organisationsgrowincomplexity,thoseofsen-
iormanagementbecomemorecomplexalong
bureaucraticlines(Liddel,2003,p35).Moreover,
accordingto・matrixstructure・modeloforgani-
zation,front-lineworkersareresponsibletotwo
supervisors,seniorsocialworkerandcommu-
nity educatoralthough thenormalprinciple
usedtobe・oneworker-oneboss・relationship
(Liddel,2003,p38).Thiscould,ontheonehand,
positively contributeto effectivecontrolof
humanresourcesinmanagement,butonthe
otherhand,itcouldleadtogreaterambiguityof
roleorjobperformanceofsocialworkers.
2.2.2EducationalSupervision
Theeducationalfunctionisrelatedtoassist-
ingthedevelopmentoftheworkersknowledge
andinstrumentalskilsprerequisiteforworker・s
effectivepractice.Educationalsupervisionpro-
videsstaffdevelopmentthatisexpectedtofa-
cilitatetheprofessionaldevelopmentofthe
worker.
Thestaffdevelopmentstrategy,includingin-
dividuallearningobjectives,shouldbeplanned
inaccordancewiththestrategicdirectionofthe
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organisation.Staffdevelopmentbyeducational
supervisioncanmakeupforthedeficienciesin
thecompetencesandknowledgeofworkersthat
mightotherwisepresentobstaclestoachieving
organisationalgoals(CoulshedandMulender,
2006,p177).Itisessentialthatthecolective
findingsofthestaffappraisalprocessesare
takenintoaccountinstaffdevelopmentplan
andthatitisfolowedbyaconsensusonserv-
icesdevelopment.Toprovidesubstantialfeed-
back ofthestaffdevelopment,・learning is
evaluatedintermsofitsimpactinthework-
placeandfeedsbackintoappraisalandfuture
learning,notonly for individuals butthe
organisation・(CoulshedandMulender,2006,
p177).Anadditionalstrengthofstaffdevelop-
mentisfoundinreflectivepracticethaten-
hancesstafftocriticalythinkoftheirown
practice.
Theeducationalfunctionofsupervisionen-
couragestheworkers・generaldevelopmentand
theirchoiceofspecificareasofexpertise(Tsui,
2005,p78).Moreover,theeducationalfunctionis
furtherspecifiedintothetutorialmode,appro-
priateforstudentsandnew workers,andthe
consultationmode,appropriateforsupervising
moreexperiencedworker(Cohen,1999,p462).
Theprovisionofeducationalfunctionofsuper-
visionparticularlycontributestojobsatisfac-
tionaswelasworker・sskildevelopment,and
asaresult,enhancesmoraleforbothsupervisors
andsuperviseeaspositivesynergyeffects.
2.2.3SupportiveSupervision
Thesupportivefunctionofsupervisionpro-
videsatimeandplaceforthesupervisorandits
supportcanbeemotionalaswelaspractical
(Tsui,2005,p81).Socialworkisregardedasa
high-riskprofessionintermsofstressandburn-
outbecauseofthehigh levelofdemands.
Generalytosay,whenthereisahighdemandat
workwithoutenoughdegreeofsupport,there
wilbestressleadingtoburnout.Thesupervisor
shouldpaygreatattention,expressconcernsto
theworkerandprovidemoreemotionalsupport
whenshe/heshowsthesymptoms:physicaly,
fatiguewithoutapparentconsumptionofen-
ergy,lossofweight,increasedheadaches,etc
andbehaviouraly,progressiveself-imposediso-
lation,increased indecision,excessive self-
criticism and so on (Tsui,2005,p84).The
instrumentalandinformationalsupportspro-
videdbysupervisormayreducepsychological
stressand,inturn,relieveburnoutandjobdis-
satisfaction of front-line social workers.
Shulman(1982,pp84-85)showssomefactorsto
promotereliablerelationshipbetweensupervi-
sorandsuperviseeincludingasupportiveat-
mosphere,permitting mistakes,encouraging
openexpressionofconcerns,supportingwork-
ersindiscussingtaboosubjects,sharingsuperv
isor・sthoughtsandfeelings,andencouraging
workerstodealopenlywiththemesofauthor-
ity.
Alofthese,anchoredinthetraditionalprob-
lem-orientedparadigm ofsocialworkpractice,
requiremajoradjustmentsiftheyaretoberele-
vanttopracticeinformedbythestrengthper-
spective(Cohen,1999,p462).Itisclearthatthe
supervisoryrelationshiphasprovidedthework-
erswithamodelfortheirapproachtoclients.It
isthesupervisor・sresponsibilitytorecognise
conflictingphilosophicalortheoreticalperspec-
tivesand,alongwiththesupervisee,toseekso-
lutionstotheresultingdifficulties.
2.2.4Mediatingfunctionofsupervision
Inadditiontotheabovecomponents,media-
tionas・third-forcefunction・iscentraltoSchwa
rtz・spracticetheory(Shulman,1992,p20)and
crucialforusualworkenvironmentbecauseit
appliestoalthreeareaswheresupervisorsbe-
long:workingwiththestaffgroup,working
withtheadministration,andworkingwiththe
twotogether(Shulman,1992,p294).Themedia-
tion theory wasoriginaly designed forthe
IssuesofSupervisionintheVictorianChildProtectionService
―133―
generalsocialworkprofession,butithasbeen
adaptedtothesupervisioncontext(Shulman,
1992,p30)becausethesupervisorisexpectedto
actlikeabuffertomoderatethetenseinthesys-
tem.Ithasprovidedausefulframeworkfor
analysingmanyofthecomplicatedsituations
supervisorsfinddifficulttoresolve.Thereis
widespreadagreementthatsupervisorshavean
importantroletoplayinthemediationofcon-
flictsamongworkersorbetweenworkersand
agencies(Cohen,1999,p464).
Oneofthecentraltasksofmediatingfunc-
tion,asSchwartzdescribed,involvesthework-
ers・effortto・searchoutthecommonground
betweentheindividualandthegroup・.Rather
thansidingwithonetotheother,theworker
mustemotionalybewithbothatthesame
time(GittermanandShulman,1994,p21)In
Shulman・sview,atsuchtimesthesupervisoris
・caughtinthemiddle・andthatisexactlywhere
thesupervisorshouldbebecausetheworker
wouldfailtoplaythecrucialroleofmediating
theengagementinthecaseofwhicheverside
she/hewerecaughtin(GittermanandShulman,
1994,p22).Inthe・fair・middle,thesupervisor
canshowbestto・facilitatetheprocessofcon-
flictresolutionandsignificantlycontributeto
theprospectsofasuccessfuloutcome・(Cohen,
1999,p464).Supervisoris,asmentionedabove,
supposedtobe・amarginalperson・mediating
betweentopmanagementandfrontlineworkers
withfewopportunitiestosharedifficultiesand
frustrations,andtherefore,peersupportisindis-
pensable(Tsui,2005,p145).
2.3Establishinganetworkofsupportandsuper-
vision
Toestablishthebasisforgoodpractice,one
ofimportanteffortsistodevelopanetworkof
supportandsupervision.Childprotectionre-
searchhaspursued・supportandsupervisionas
criticaltoquality control,enhancing profes-
sionaldevelopmentandmaintainingfront-line
workers・(Tilburyetal.,2007,p156)whileithas
beenproventhatindividualsupervisionses-
sionswithcaseworkerscouldlessentherigour
neededtoimprovethequalityofcaseplanning.
Foragenciestoprovidemoreeffectivesupervi-
sion asitscrucialrole,individualworkers
shouldactivelybeinvolvedinestablishinga
supportandsupervisionnetworkexpectingto
meettheirownneeds(Tilburyetal.,2007,p156).
Todevelopasupportandsupervisionnet-
work,supervisionshouldincludethefolowing
purposes(Tilburyetal.,2007,pp156-157);
1)togiveregularprovisionofsupervision,
2)tokeepabalancedfocusonprofessionalde-
velopment,administrationandaccountabil-
ity,
3)topromotecriticalanalysis,reflectionandac-
tionfordevelopmentofachildprotection
practiceframework,
4)tochalengethevaluethatsuperviseemay
holdthatcanactasbarrierstoeffectiveprac-
tice,
5)topromoteroleclarity,
6)toenableanappropriatelevelofautonomy,
7)toinvolvesoutsideconsultantsinproviding
individualorgroupconsultationtoexplore
workerfeelings,criticalappraisalandalterna-
tiveactions,and
8)tousearangeofmethodssuchaspeerand
groupsupervision,mentoring,learningcoaches
andbuddies
Theseindicatethreefundamentalsupervi-
sionsandtherelationtothevariousproblemsin
supervision practicesin child protection as
statedbelow,butregrettablythereisnotclear
mentionaboutthemediatingfunctionofsuper-
vision.
3.SupervisioninChildprotection
3.1SupervisioninVictoria
Forthehistoryofchildprotectionservicesin
Victoria,Australia,itisnotsurprisingthatthere
were variousunfixed standardsofpractice
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acceptedandupheldacrosstheregionsbefore
1989andthisappliedtostandardsofsupervi-
sion.Atthetime・anumberofsupervisorshad
inadequatepreparation/training/supervision
forthetaskofsupervisionofstaff・(Fogartyand
Sargeant,1989,p120).However,supervision
standardsarelikelytobethekeytotheimple-
mentation ofimproved servicedelivery and
therefore,acarefulmonitoringoftheeffective-
nessofthetrainingprogramisrequired.
AccordingtothesurveybyFarrow(1988)on
thesupervisory practicein child protection
service,supervisorsshowedmoreaffirmative
agreementthattheirsupervisioninvolvedad-
ministrativedimensionofsupervision,andsu-
pervisorstrainedaswelfareofficerweremore
likelytoagreethattheirsupervisionsessions
weredistinguishedbytheadministrativecom-
ponentofsupervisionthanthosetrainedasso-
cialworker(Farrow,1988,p5).Thismight
indicatethatsupervisorsfoundthemselvesmore
belongingtotheagencysystemandsupervisors
trainedaswelfareofficerhadstrengthenedthe
tendency.
Thediscussionsectionofthesurveymen-
tioned thatthisdistinction between welfare
workers・andsocialworkers・supervisionmight
beusefulin・staffselectionprocessofsupervi-
sors・(Farrow,1988,p11)butitseeminglymeant
thatadministrativefunctiongotmorepredomi-
nantinsupervisionasawhole.Consistently,
overaltheresponsesimpliedthatadministra-
tivesupervisionwasdominantatthetimeofthe
survey.Thismighthavemeantthattherewere
needsinmorepositivelypreparingforopportu-
nitiesfortheothereducationalandsupportive
functions.Thoughthesupportivefunctionhad
therelativestrengthinsupervision,itseemedto
beabitnegativelyalocatedforthemaintwo
reasons:forsatisfyingtheneedforaccountabil-
ityandforsupportingfieldworkers,butthis
functionwasunderstoodasthemostsignificant
componentofsupervisionbyboththesupervi-
sorsandthesuperviseesinthesurvey,which
contributes to supervisee・s job satisfaction
(Farrow,1988,p11).
Foreducationalaspectofsupervision,super-
visorsmorepositively agreed,compared to
supervisees,that supervision sessions were
characterised by educationalfunction while
overalresponsewasrelativelyfewinsupportof
the provision of educational supervision.
Noticeableisthatruralsuperviseeshadfirmer
tendencytoagreethattheirsupervisionses-
sionsencompassedtheeducationalfunctionsof
supervisionthantheurbansuperviseesandit
appliedtothecomparisonofsocialworkersto
welfareofficers(Farrow1988,p5).
Therelativelypositiveagreementonthepro-
visionofsupportivesupervisionwasfoundasa
whole and supervisors stil indicated the
strongeragreementthansupervisees,andinad-
ditionurbansupervisorsshowedstrongerten-
dencytoagreethanruralones.
Foropen-endedquestionsonsupervision,su-
pervisorsadmittedtheshortageofeducational
functionduetotimeconstraintandfeltmore
need in provision of educationalfunction.
Professionaldevelopmentofworkerspartlyde-
pendsonhowmucheducationalsupervisionis
provided.Supervisorsunderstanditintheory
buttheirsupervisiontendedtobetootask-
orientedandbeprovidedundertimeconstraint
inreality.Thisseemstobewhytheyproposed
moreteamsupervisionwhichismoreefficientin
limitedtime(Farrow,1988,p7).
Ontheotherhand,GibbsandKeating(1999,
p63)pointedout,10yearsaftertheFarrow・ssur-
vey,thatanumberofnewworkersstilhadno
formalsupervisionforsomeweeksafterthey
startedtheirjob.
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Ingeneral,supervisorsconsistentlysuggested
moreaffirmativeattitudetowardtheachieve-
mentofappropriatesupervisionfrom theal
threedimensionsofsupervision.Itseemsnatu-
ralbutthesurveyneededmorerigorousinsight
into how differently the supervisor and
superviseeassessthesupervisionatthetime
analysingbothqualitativelyandquantitatively.
3.2Thepurpose/roleofsupervisioninchildpro-
tection
Therearethetwomajorpurposesofsupervi-
sion to establish the accountability ofthe
workertotheorganisationandtopromotethe
skildevelopmentoftheworker.Atthesame
time,itstressedthataccountabilityisconcerned
withqualityorstandardofpracticeaswelas
accomplishmentoftasks.Itimportantlymen-
tionedthatthetasksinchildprotectionwere
・thesharedresponsibility・ofbothofsupervisor
andsuperviseeandindicatedhowimportantthe
supervisoryfunctionswere.Forthesupervisors・
rolemodel,theyarerequiredtobecompetentin
integrating・the・care・and・control・aspectsof
theirrole・(CommunityServicesVictoria,1989,
p9).Thismoreconcretely meansthatthey
shouldalowworkersto・keepintouchwiththe
realitiesofpracticeandtoutilizetheirexpertise
inparticularlycomplexmatters・(Community
ServicesVictoria,1989,p9)anditwasproven
possiblethroughthelivesupervisionapproach
asjointworkwithworkers.Toensuretheeffec-
tivenessofsupervision,supervisorsshouldhave
・thecapacityandresponsibilitytogivedirec-
tions・toworkersiftheoptionpreferredbythem
isoutsidetheboundsofwhatthesupervisor
considersasreasonablefromthepointofviews
ofsafetyorrisktothechild.Supervisionmust
recogniseworkerskilsaswelascaseneeds.
Workers・developmentiscrucialtoprovide
appropriateandeffectiveservicedeliveryforcli-
ents.Theprocessofworkerdevelopmentcon-
sistsoffourstages;thefirststageofhigh
anxiety,thesecondstageof・makeitorbreak
it・,thethirdstageofmasteryofassessment
skiledandrudimentaryinterventionskils,and
thelaststageofrelativeindependence.Each
stagehasimportantpivotstoovercomedifficul-
ties or master skils.Supervisors need to
・providesufficientguidanceandsecurity・inthe
firststagewhensuperviseesareeasilyanxious
aboutandstressedbyvariousthingsincluding
emotionalupheavalofabusiveandneglectful
families(Community ServicesVictoria,1989,
p10).Inthesecondstage,itisimportantforsu-
pervisorstocontinuouslyencourageworkersto
independentlycompletetheirpracticecaringfor
worker・sconsiderableanxietyandprovidingap-
propriateamountofsupport.Thenextthird
stagerequiressupervisorsto・identifygapsin
knowledgeandanalyseerrorsofjudgement・
andatthesametimetoalowworkerstotake
mainleadershipandresponsibilitiesintheirown
practice.Inthelastfourthstage,supervisors
shouldkeeponassistingworkerstiltheycom-
pletetheirprofessionaldevelopment.
In operating supervision,managerialpur-
posesaccountformostproportioninsupervi-
sionasawhole.Inthosepurposes,ofcourse
reductionofstressesshouldbeincludedtode-
livereffectiveservicetoclients.However,when
itfocusedtoomuchontheeffectiveservicede-
livery(task-focused),notonsupervisee・semo-
tionalproblem suchasburnout,thenitfolows
turnoverduetomanagerialperspective.Hereis
acriticaldilemmabetweensupervisionpractice
andorganisationalmanagement.
4.RecruitmentandRetentionProblem
4.1Stressanditsfactors
Fortheproblemofrecruitmentandretention
ofchildprotectionworkersinVictoria,Australia,
thesurveyreportedbyGibbsandKeatingin
1999shedlightontheintegrallinkbetweenper-
sonalandprofessionalstressandtheproblemof
recruitmentandretention.Therearefourmain
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domainsofstressors:・thoseattheinterface
betweenthechildprotectionworkersandcli-
ents,thosebetweentheworkerandinternal
organisation,thoseattheinterfacebetweenthe
workerandtheexternalenvironment,andthose
whichareintegraltotheworkersthemselves・
(GibbsandKeating,1999,p6).
Thenewworkersinchildprotectionsought
・information,instructionandadvicefromsuper-
visorsaboutthetasksthatwereexpectedto
undertake・(GibbsandKeating,1999,p9)and
thisisrelatedtotheproblemofroleambiguity.
Asmanyarticlesstated,supervisionisacrucial
processwhereworkerscanreceiveeffectivesup-
ports,namelysupportivesupervisiontodeal
with・emotionalimpactoftheworkbyenabling
themtosharetheirthoughtsandfeelingsabout
it,aswelasprovidingtheadministrativefunc-
tionofensuringthejobisdone・(Gibbs,2001,
p325).
According to the precedent survey by
Markiewicz(1996,p12),thehugepressureupon
workerscanresultinhighratesofturnoverand
decreased effectivenessofworkerswhich is
commonlyregardedas・burnout・.Ingeneral,
stressorsinchildprotectionservices,leadingto
highturnover,includeroleconflict,rolestrain,
roleambiguity,jobinstability,overloadandso
on,aswelasorganisationalpracticessuchas
barrierstotheattainmentofgoals.However,
thereappearedtobethefactthatsupervisors
haveoftenneglectedtheimportantmessages
abouthighworkloads,stressandanxietyfrom
thesupervisee,whichbrieflyshowedfew mu-
tualreliance,namelylackofsupportivesupervi-
sion (Gibbs,2001,p331).It was certainly
harmfulnotonlytothesupervisionbuttothe
managementwhichaimedtodelivergoodprac-
ticestoclients.
Thedeficienciesofjob-relatedstresscouldbe
preventedorcompensatedbyeducationaland
supportivesupervision,andatthesametime,
positive feedbacks and a sense that the
organisationvaluesthemareimportanttobuild
reliable relationship between the front-line
workerand theorganisation.Moreover,the
stressorsbetweenworkersandtheorganization
couldbedecreasedbymediatingasmentioned
above.
Inchildprotectionpractice,theclearrelation
betweenhighattritionandlowjobsatisfaction
hasbeenpointedoutandthepotentialsources
ofoccupationalstressforworkershavebeenar-
ticulated,butorganisationsappearedtohave
foundlittlesolutions(Gibbs,2001,p324).These
factsseeminglyimplythatthereislackofsup-
portivesupervision,supportfrom peers/team
supervision,orsupportnetworkforfront-line
workers.Thisisexpectedtonegativelycontrib-
utetoworkers・jobsatisfactionleadingtoreten-
tion.
4.2Qualificationandprofessionaldevelopment
Duringthedecadetracingbackfrom 1999
theredidnotseemtobemajorimprovementin
qualificationofsocialworkersbecausethere
stilremainedonethirdofworkerswhowere
nottrainedassocialworker(GibbsandKeating,
1999,p8).Oneofreasonswasthedeclassifica-
tionofpositionofsocialworkerin1988.Inaddi-
tion,fewsuperviseesocialworkersidentifiedthe
roleofsupervisionwiththecrucialcomponent
oftheircontinuingprofessionaldevelopment
providedineducationalsupervision,despitethe
needofthesupervisionforworker・sprofessional
developmenthasbeenpreviouslyemphasized.
Thereportpublishedin1999stilpointedout
thatparticipantsconsideredpeerrelationshipor
supportiveteamasanalternativeforformalsu-
pervision(GibbsandKeating,1999,p8).This
couldbrieflyindicatethattherewasnotout-
standingchangeineducationalsupervisionfor
professionaldevelopmentofworkersduringthe
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term.
Whenthinkingaboutthisstagnationinim-
provementofworker・sskiltheseproblemsare
difficulttoresolveinnaturebecausethereare
possibilitiesofthedysfunctionofrecruitingand
staffinginlargeorganisations.Tofindtheclue
tosolvemoreattentionsshouldbegiventothe
associationbetweenthequalificationandsuper-
visionforprofessionaldevelopmentofsocial
workers.
4.3Problemsoflargeorganisation
ThesurveybyGibbsandKeatingin1999,as
mentionedabove,showedthatmanysupervi-
sorsinchildprotectionhavebeenpromotedear-
lierintheirpositionduetohighturnoverrates
withinthechildprotectionprogramandthisled
toshortageoftheexperienceorskilstoplaya
roleofsupervisor(GibbsandKeating,1999,p9).
Itfolowsthatpreventionofturnoveriscrucial,
whichinturnneedsappropriatesupervision,
butthenthereappeartobequiteafewinexperi-
encedsupervisors.Thereseemstobeavicious
cycleofdysfunctionin・recruitmentandreten-
tion・and theproblem can beattributed to
organisationalfunction.
Childwelfareorganisationshavepaidmore
attentionstotheissueofaccountabilityorad-
ministrationundertheeffectofmanagerialism
(Gibbs,2001,p325)whilethefunctionofthe
organisationalmanagementcouldhavemadea
negativecontributiontoretentionofworkers.If
educationalsupervisionfunctionsweltopro-
motesuperviseestogainhigherlevelofskilde-
velopmentasprofessionals,therestilremains
the problem ofbureaucratised organisation
whichimpedesadequatepracticeoftheskils
developedthroughsupervisionwithincreasing
managerialcontrolandindustrialisationofthe
workplacewhichleadstolittleroomforprofes-
sionaljudgementorcreativity (Markiewicz,
1996,p14).
Gibbs(2001,p330)notedthattherewerestil
higherturnoverrateinchildprotectionandsig-
nificantlylowernumbersofsocialworkquali-
fiedstaffandthisunfavourablesituationraises
difficultyof・organisationsappointingruralsu-
pervisorswithsufficientexperienceandexper-
tisetodothejobeffectively・.Organisations
stronglyaffectedbymanagerialism undermine
themselves,andtheyshouldtacklethispressing
matter.
5.Issuesofsupervisorypractice
Thissectionfocusesonlingeringorchronic
andoutstandingissuesinsupervisorypractice
inchildprotection.Inbrief,theseissuescouldbe
saidaspartoftestimoniesoffailureinthesuper-
visionandatthesametime,toughproblemsto
fulyresolve.
5.1Stress,Burnout,andTurnover
Therehasappearedtobeaviciouscycleorin-
appropriaterelationshipamongworker・sstress,
burnout,andturnover,whichcouldinevitably
raiseorleadtothenextwithoutappropriatecor-
rectionorfeedback.Recentstudiesarticulated
thattherewaspositiverelationbetweenburn-
out and turnover (Markiewicz,1996,p15;
SavickiandCooley,1994)whileothersprevi-
ously denied it(Jayaratneand Chess,1983,
pp139-140;JayaratneandChess,1985,p766).
Theburnoutproblem ofchildwelfarework-
ersisalsorecognisedinJapan.Accordingtothe
surveyconductedbyShimizuetal.in1998-99,
relativelyhightendencyofburnout,especialy
inemotionalexhaustionanddepersonalisation,
wasfoundincertifiedsocialworkerswhohad
workedinchildwelfareagenciesorfacilities
whilethescoresthemselvesdidnotshowstatis-
ticalsignificancethattheysufferedfrom burn-
out(Shimizuetal.,2002,p79-83).Noticeableare
thefactsthattherewerealmosthalfofcertified
socialworkerswhowouldtakeupotheremploy-
mentand itimplied theat-risk problem of
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colapseofretention(Shimizuetal.,2002,p93)
andthatsomeofthempointedout・nosupervi-
sionatwork・asareasonofshortageofcommu-
nications(Shimizuetal.,2002,p100).
Itisunrealisticforaworkeratthestarting
pointofemploymenttopossesssufficientskils
andconfidence,andthiscouldleadtoexcessive
stress,frustration and ultimately turnover
(Markiewicz,1996,p15).Therefore,organisations
shouldimmediatelytakeactionstosolvestress-
relatedproblemsbecausetheydonotalwaysap-
pearinonlyonepersonatatime(Coulshedand
Mulender,2006,pp181-182).Topreventsuch
urgentcasesbeforehand,debriefingafterstress-
fulincidentsshouldbegivenmoreattention
fromthepointofviewofsupportivesupervision
(Gibbs,1999,p64).
Iffront-linepractitionerstendtofindtherea-
sonwhytheyfeelstrongsenseofresponsibility
fortheworkorevenforitsfailureintheinternal
ofthemselves,itcertainlytakessometimefor
them toresolvetheproblem,andthisleadsto
chronicstressandburnoutasaresult.Inthis
case,instrumentaland informative support
shouldbeprovidedtoraiseself-awarenessabout
theirpsychologicaltendencyandtoenhance
them toasksupportassoonaspossible.Gibbs
andKeating(1999,p65)statedthat・resiliencein
childprotectionworkersmayberelatedtoan
earlypositiveexperienceofarelationshipwitha
supervisorormentorfigure・.Itissupervision
thatplaysapartofthatrelationship.Actualy,
manyretentiveworkersoftenhadasignificant
experienceofsupervisionearlyintheircareer.It
isneededtoreviewrigorouslywhatsupervision
is,withoutonlycheckingaccommodationtothe
categoricalsupervision.
5.2Managementinlargeagencies
Intheorganisationalcontext,managerialism
hasflourishedintothedominantform ofman-
agement(Liddel,2003,p36)and itcaused
chronicdysfunctioninsupervisionandpractice
asaresult.
Mutualsupportnetworkorteamsupervision,
aswelasusualsupervision,isgreatlyexpected
to contribute to positive work satisfaction
(Markiewicz,1996,p15).Theimportanceofit
hasbeen mentioned in thepreviousarticle
(Jenaro,etal.,2007,p85).Thismayimplythatin
theoryithasbeenexpectedtobeintroducedim-
mediatelybutinrealitybothsupervisorand
superviseearetoobusyfortheirroutineworks
torealiseitbythemselves,andthenatureofthe
problemisoutofcontroloflowermanagement.
In thecase,theroleshould belong to the
organisationbecausetherearetheorganisational
concernswithworkloadplanningandutilisation
of professionals within large bureaucracies
(Merkiewicz,1996,p11).
Thereisthestudytodeterminethefinancial
costsattributedtochildprotectiveservicestaff
inU.S.anditconservativelyestimated10,000
USdolars(asof1995rate)forthepervacancy
averagecostofturnover(GraefandHil,2000,
p528).Thisiscertainlyhugefinanciallossand
managerialfailureordeficiency.Theyemphasised
considerationonthenewworker・sexpectations
aboutjobandorganisation,andtheturnover
causedbyunmetrealityisdealtwiththrough
accuratelydepictingthejobandorganisationto
alnewcomers(GraefandHil,2000,p530).
5.3Supervisor・squalificationandexperiences
Manystudiespointedoutthatsupervisors
whodonothavesufficientqualificationandex-
perienceswerepromotedprematurelydueto
highturnover(Adler,1996,p475).
Promotiontosupervisorintheearlycareer
with lack ofboth expertiseand experience
shouldbeavoidedasmuchaspossible.Oneof
strategiescanbeaconcertedefforttoprepare
andtrainstaffassupervisorsbecauselackof
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expertiseandexperiencemakesthesupervisory
rolevirtualyuntenable,andanotheristode-
velop・anaccreditedsupervisioncoursetoraise
theprofileofchildprotectionacrossthesector
and toreduceturnoverratesamongstbase
grade practitionersand supervisors・(Gibbs,
1999,p64).
Organisationsshouldgropeforwaystose-
curetheskilfulsupervisorsbychangingwaysof
thinkingifnecessaryaslikeinruralregions
wherethereisaseriousdifficultyinfindingpo-
tentialsupervisors.Oneofsolutionsistoutilise
externalsupervisors(GibbsandKeating,1999,
p7).
5.4Miscommunicationbetweensupervisorand
supervisee
Supervisorsinchildprotectionisexpectedto
be・amessengerwithatwo-wayresponsibility
foreffectivecommunication・(Gibbs,2001,p330)
whogivesthesuperviseespositivemotivation
thattheyarevaluablefortheorganisationandit
hopefulycontributestoresilienceofsupervisee
inchildprotection,leadingtoincreasedself-
efficacyandself-esteem.Thisisequaltomediat-
ingfunctionofsupervisionand,asmentioned
above,commonandprerequisiteforoveralsu-
pervisionasthird-forcefunction.However,inre-
ality there found to be few cases where
superviseessucceededinreceivingfeedbackand
praisefortheirjobperformancewhentalking
aboutleavingorbeingaskedtotakeonmore
work(Gibbs,2001,p331).Thisindicatedthat
suchsupervisionwassotask-focusedthatrecip-
rocalrelationsthroughsupervisionwerenot
foundanymore.
Moreover,communicationrelatedtoeduca-
tionalsupervisionwasseeminglyproblematicas
new workerswerenotgivenopportunitiesto
thinkandfeel(Gibbs,2001,p332).Thereisanar-
gumentthatorganisationshavethetendencyto
givetheaccountabilityfunctionpriority,but
moreattentionsshould bepaid to support
function,especialyempathic-containingfunc-
tion through communicativesupervision be-
tweensupervisorandsupervisee.
6.Recommendations/Implications
Here are the some recommendations /
Implicationstoimprovethechildprotectionin
Victoria.Theyaremainlycomposedofthree
parts;forpolicy,forpractice,andforeducation.
Forpolicy
-To rethink of what large organisations
shouldbe.
Itisunderstoodthatlargeorganisationslike
DepartmentofHumanServices(DHS)areli-
abletoholddysfunctionsinsideunderthebu-
reaucraticstructure.A systemicapproach
wasrecommendedtoresolvetheproblems
concerningrecruitmentandretentioninchild
protectionservicesby・alteringinternalpoli-
cies,proceduresandstructures・onthebasis
oftheprevioussurvey.Itshouldbealso
stressedintheimportanceofinter-agencyre-
lationships.Oneofkeyelementsofsystemic
changemustbetheendorsementofprocesses
ofcriticalreflectivitythroughouttheorgani-
sation
-Torevisitthequalificationasasocialworker
anditssupervisor.
Theproblemof・qualification・inchildprotec-
tionisquitecomplicated.Itisnotnecessarily
requiredtoholdaspecificqualificationorac-
creditationasasocialworkertoenterchild
protection fieldwherethereismuch job-
relatedstress.Duetothenatureofstressful
workinchildprotection,thereappearedtobe
burnoutandfolowingturnoverofworkers,
whichleadstoearlierpromotiontobeasu-
pervisorinthecareerthanexpected.Here
foundtobeachronicdysfunctioninrecruit-
ment and retention in child protection.
Importantisthatinductionshouldnotbe
usedforsubstitutingforqualification.Toen-
surecontinuoushighlevelofpracticeand
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improvementofretention,moreattentions
shouldbepaidtothequalification.
-Todispatchqualifiedsocialworkersassuper-
visors.
Duringthetransitionalterm toremovethe
dysfunctionaboveorconstantly,DHSshould
providethewaytodispatchqualifiedsocial
workerswithskilsandexperiencetosupport
supervisioninagencies.
-Toconductrigoroussurveyonsupervision
withqualitativeandquantitativeperspective,
especialywithinvestigationforrelationships
amongvariables.
Thepreviousresearchorsurveyshavepro-
videdimportantfindingsandimplications.
However,theysometimesseemtobeabittoo
simpletoinvestigatethereasonswhythesys-
temdoesnotwork.
Forpractice
-Topromotemediatingfunctiontoovercome
miscommunicationasdysfunctionofsupervi-
sion.
Mediatingfunctionofsupervisionsurelyhas
agreatroleinsolvingmiscommunications
andimprovingworksituationsasathird
forcewhoknowbothsideofsupervisorand
superviseewhiletheymaybecaughtinthe
middlelikeameatinthesandwich.Thisfunc-
tionisexpectedtoenhancetheotherfunc-
tions of supervision because mediating
providesthemostfundamentalcommunica-
tionbasewhichappliestosupervisionasa
whole.
- Toemploymulti-dimensionalydirectedways
tocommunicate.
Needlesstosay,communication skilsare
criticalforrelationshipsin supervision as
welasforthosebetweensocialworkersand
clients.However,itseemstobeimportantto
revisitthewaystocommunicateinsupervi-
sion.Horizontal(from peers)and vertical
(from supervisor)communicationshouldbe
promotedasadditionalorganisation-focused
intervention(Jenaro,etal.,2007,p85).
-Topromoteresilienceofworkers.
Asmentionedabove,stressmanagementor
copingiscrucialinthestressfulwork.There
aremanywaystotacklethisproblemsuchas
counseling,debriefingafterstressfuleventin
practices,clarificationofrole,removingrole
conflictandsoon.Theseshouldbealtoen-
hanceworker・sresiliencerelatedtoretention.
Appropriateearly supervision experiences
areexpectedtoconsiderablepotentialinrela-
tiontoenhancingtheresilienceofworkers.
-TointroduceRealisticJobPreview(RJP)asa
partofinduction.
RJPisaprocesswhichprovidespotential
workerswithaccurateinformationconcern-
ingjobrole,workenvironment,supervision
andsoon.Thisprocessshouldexistthere-
cruitingphasetogiveapictureofchildpro-
tectionwork.Thisisexpectedtoremove・the
poorimageofthedepartmentamonggradu-
atingsocialworkerswithpublicchildwelfare
employmentasalastresort・(Merkiewicz,
1996,p11-12).
Foreducation
-Totrainsupervisors.
Trainingneedinchildprotectionsupervision
hascomeupanditshouldbemet・preferably
beforebeingappointedtodothejobandthen
atvariousintervalsduring theircareer・
(RushtonandNathan,1996,pp372-373).A
frameworkofaccreditedsupervisioncourses
wilbeusefulleveragetoadvancethewide-
spreadimprovementinsupervisorypractice
(GibbsandKeating,1999,p74;Rushtonand
Nathan,1996,pp372-373).In thetraining
schemethereshouldbeattemptstoshareex-
periencesofburnoutbothassuperviseeand
assupervisorandtopromotesupervisorsto
developskilstohelpworkerstomanage
theirstressanddelivereffectiveservicesto
clients.
-Tofostersupervisorsaseducator.
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AsFogartyandSargeant(1989,p122)sug-
gestedbefore,itwouldbehelpfulifthere
couldbeanationaleducatorstosharetheir
theoretical,practiceandevaluationexperi-
encesasdevelopedinthedifferentAustralian
states.Thisshouldbemorepracticalyori-
entedtoempiricalproblemswhichhappenin
front-linepracticestoestablishthehorizontal
networksforsupervisors.Supervisorsareex-
pectedtoobtainthelessonsandadvanced
skilsfromempiricalsamples.
-Toestablishthecolaborativerelationshipto
tackletheproblemofrecruitmentandreten-
tion.
Organisationsandhighereducationinstitu-
tionsshouldworktogethertoraisethestatus
ofchildprotectionasacareer.Inthesense,
RJPmentionedaboveisalsoexpectedtoplay
aroleofbridgingbetweengraduatewho
studiedsocialworkandagenciesinchildpro-
tectionifitisprovidedinsuchacademicinsti-
tutions.
References
Adler,R1996,TwentyYearson…Timetotake
stock,ChildAbuseandNeglect,20(6),pp473-
476
Cohen,BZ1999,InterventionandSupervisionin
Strengths-BasedSocialWorkPractice,Families
inSociety,80(5),pp460-466
CommunityServicesVictoria1989,Supervision
ofCSV ProtectiveWorkers:Standardsand
PositionPaper,Melbourne
CoulshedV&MulenderAwithJones,D.N.and
Thompson,N 2006,Thehuman resource:
meetingtheneedsofstaff.InManagementin
Social Work, Third Edition, Palgrave
Macmilan,NewYorkPalgraveMacmilan
Farrow,J1988,SupervisionPracticeinChild
Protection Services,Community Services
Victoria,Melbourne
Fogarty,J& Sargeant,D 1989,Protective
ServicesforChildreninVictoria-AnInterim
Report-,Melbourne
Gibbs,J.2001,MaintainingFront-LineWorkers
inChildProtection:A CaseforRefocusing
Supervision,ChildAbuseReview,10,pp323-
335
Gibbs,J2002,SinkorSwim:ChangingtheStory
inChildProtectionAStudyoftheCrisison
RecruitmentandRetentionofStaffinRural
Victoria (a doctorate thesis),La Trobe
University,Wodonga
Gibbs,JA&Keating,TP1999,Recruitmentand
Retentionofchildprotectionworkersinrural
Victoria,La Trobe University,Albury/
Wodonga
Graef,MI& Hil,EI2000,Costing Child
Protective ServicesStaffTurnover,Child
Welfare,VolLXXIX(5),pp517-533
Janaro,C,Flores,N& Arias,B2007,Burnout
andCopinginHumanServicePractitioners,
Professional Psychology: Research and
Practice,38(1),pp80-87
Jayaratne,S&Chess,WA1983,JobSatisfaction
andBurnoutinSocialWork.InFarber,B(ed.),
Stress and Burnout in Human Service
Professions,PergamonPress,NewYork
Jayaratne,S & Chess,WA 1985,Factors
AssociatedwithJobSatisfactionandTurnover
AmongChildWelfareWorkers.InLaird,J.
andHartman,A.(Eds.),Ahandbookofchild
welfare:Context,knowledgeand practice,
TheFreePress,NewYork,pp760-766
Kadushin,A1976,SupervisioninSocialWork,
NewYork,ColumbiaUniversityPress
Kadushin,A1992,SupervisioninSocialWork
3rded.NewYork,ColumbiaUniversityPress
Markiewicz,A1996,Recruitmentandretention
ofsocialworkpersonnelwithinpublicchild
welfare:AcasestudyofaVictoriandepart-
ment
Mla,MJ1993,ProtectiveServicesforChildrenin
Victoria:Response to the Reportby Mr
JusticeFogarty,Melbourne
Liddel,M 2003,Developing Human Service
Organisations, Frenchs Forest, Pearson
EducationAustralia
―142―
Rushton,A&Nathan,J1996,TheSupervision
ofChildProtectionWork,BritishJournalof
SocialWork.26,pp357-374
Savicki,V&Cooley,EJ1994,Burnoutinchild
protectiveserviceworkers:A longitudinal
study.JournalofOrganizationalBehavior,15,
pp655-666
Shimizu,2002,Sosharuwahkuniokerubahnaut
(BurnoutinSocialWork),Tokyo,Chuohoki
Shulman,L1982,SkilsofSupervisionandStaff
management,IL,Peacock
Shulman,L 1992,Interactive Supervision,
Washington,DC,NASW Press
Tilbury,C,Osmond,J,Wilson,S&Clark,J2007,
GoodPracticeinChildProtection,Frenchs
Forest,NSW,PearsonEducationAustralia
Tsui,M2005,SocialWorkSupervision:Context
andConcepts,California,SagePublications
（2008年5月20日受付）
（2008年7月2日受理）
IssuesofSupervisionintheVictorianChildProtectionService
―143―
―144―
